Using a novel, longitudinal database of 457 nascent social ventures that pursue a primary social mission, I examine two central questions about these organizations. First, what is the impact on their viability of incorporating aspects of the commercial, business form? Second, under what conditions can hybrid social ventures that incorporate aspects of the business form successfully navigate the tensions between business and charity? Contrary to popular belief, I find hybrid social ventures that incorporate aspects of the business form to be less successful at achieving key entrepreneurial milestones during a one-year period, such as the acquisition of external capital, legal incorporation, and delivery of an initial product or service. I further show that these penalties can be partially avoided by pursuing practice integration, which refers to the extent to which the same practices simultaneously advance both commercial and charitable goals. These findings have direct implications for understanding how institutional structures affect the viability of hybrid organizations. They also suggest new avenues for studying the emergence of new, innovative organizations as a multi-level process shaped by institutional multiplicity and conflict.
A classic dilemma that new organizations face is how to balance innovation with institutional pressures to conform (Hannan & Freeman, 1977; Meyer & Rowan, 1977; Stinchcombe, 1965) . This tension assumes added complexity in hybrid entrepreneurship, the creation of new ventures that recombine resources and organizational templates from multiple existing but socially distant organizational forms (Pache & Santos, 2012; Powell & Sandholtz, 2012) . Previous organizational research has proposed potential benefits of hybridity, including access to new combinations of resources, generation of creative frictions, and a broader repertoire by which to respond to complex, dynamic environments (Jay, 2013; Smith & Lewis, 2011; Stark, 2009 ). However, hybrid ventures also face pressures to conform to the institutionalized rules of not one, but multiple, organizational forms, resulting in significant tension and instability (Battilana & Dorado, 2010; Besharov & Smith, 2012) . Whether and how new hybrid ventures successfully navigate these pressures -thereby enabling the benefits of hybridity between multiple forms -remains an important puzzle for organizational research.
Perhaps the most prominent contemporary example of hybrid entrepreneurship is the population of hybrid social ventures that combine aspects of business with charity. Social ventures, defined as new, private organizations that pursue a social mission (Sharir & Lerner, 2006) , have long followed the organizing rules of the traditional charity, an organizational form premised on voluntarism that is agnostic to, or even actively eschews, commercial considerations (Smith & Lipsky, 2009 ). Recent years, however, have seen social ventures innovate by combining the charitable form with aspects of business, such as selling products and services (Young, 2009) , seeking mainstream commercial funding, and hiring professionals trained in business (Hwang & Powell, 2009 ). Tens of thousands of such hybrid social ventures have been founded worldwide (Lepoutre, Justo, Terjesen, & Bosma, 2013) , attracting broad attention from policy-makers and public acclaim including a Nobel Prize. Their emergence has fueled widespread belief that hybrid social ventures, and "social enterprise" broadly, will prove more effective than traditional charities for the pursuit of social goals.
The empirical results presented in this paper, however, suggest the opposite.
Incorporating aspects of the business form was associated, in a sample of 457 nascent social ventures, with decreases in viability relative to traditional charities, as measured by key milestones such as the acquisition of external capital, legal incorporation, and delivery of an initial product or service. The findings are consistent with institutional arguments that pressures to simultaneously conform to the rules of multiple social orders pose unique challenges to organizational functioning (Greenwood, Raynard, Kodeih, Micelotta, & Lounsbury, 2011; Pache & Santos, 2010) . Despite the proposed benefits of hybridity, the presence of pressures to conform to both the business and charity forms appears to significantly and concretely jeopardize hybrid social ventures' prospects for survival.
Given this finding, of further interest are the conditions under which new ventures might be able to successfully navigate these pressures, thereby avoiding the penalties of hybridity. I explore this question by looking within organizational boundaries, to theorize the relationship between hybrid ventures' core practices and multiple institutional pressures they face to conform.
Organizational practices are patterns of activity by which actors make sense of and reproduce a social order (Lounsbury, 2001; Schatzki, Cetina, & Von Savigny, 2001) , and are "embedded in the routines organizations use to process people and things" (Swidler, 2001: 84) . Consequently, practices are a key way by which an organization's members and external audiences assess the venture's correspondence with existing forms, and thus, its appropriateness. Although researchers have documented processes by which institutional pressures engender the creation of new practices (Lounsbury & Crumley, 2007; Lounsbury, 2001) , research has yet to explain how specific practices might be simultaneously seen as belonging to multiple forms, and thus shape the outcomes of hybrid ventures.
Synthesizing and building on these insights, I introduce the concept of practice integration -the extent to which the goals of each organizational form are achieved through common, rather than separate, practices -as an organizational feature that alters the way that hybrid organizations that combine forms experience, and are affected by, the multiple pressures they face. Previous analyses of the distinctive challenges faced by hybrid organizations have depicted a fixed-sum problem whereby conformity to one form could be achieved only by violating the other (Jay, 2013; Pache & Santos, 2012; Tracey, Phillips, & Jarvis, 2011) .
Integrated practices, in contrast, address legitimacy criteria of the hybrid's multiple audiences simultaneously, thereby enabling membership in multiple categories and providing a basis for internal consensus on behavior. Following this reasoning, I propose that practice integration should therefore be a key factor enabling hybrid social ventures to successfully combine multiple organizational forms.
I tested these ideas empirically by examining differences in nascent social ventures' fulfillment of key entrepreneurial outcomes during a one-year period. Hypotheses were tested on a cohort of 457 nascent social ventures that ranged from pure traditional charities to hybrids that had adopted many of the resources and organizational templates of the business form. Among hybrids, significant variation also existed in the extent to which their core business activities were integrated practices that simultaneously advanced their business and charitable goals.
Tracking their progress over the course of a year yielded a novel, longitudinal database, the first of its kind to be used in research on social ventures. This assemblage of data at multiple points in time facilitated analysis of how incorporating the business form and practice integration at an initial stage of development corresponded to each venture's subsequent success. I measured organizational viability in terms of a portfolio of organizational milestones considered vital to long-term organizational sustainability, including initiation, resource mobilization, acquisition of legal status, social organization, and operational startup (Reynolds & White, 1997; Ruef, 2005) .
A key benefit of this approach to measuring nascent entrepreneurial outcomes, relative to unitary measures such as survival, is to enable a broader, more fine-grained examination of outcomes, through separate and joint analysis of multiple milestones considered vital to the viability of new ventures.
This study contributes to organization theory by providing a model for how the multiple institutional pressures faced by hybrid ventures affect their ability to build viable organizations.
Whereas previous research depicts hybrid organizations as facing incompatible institutional pressures, the argument presented here links practice-level attributes to how organizations experience and negotiate multiple institutional demands. As one of the first large-scale empirical studies of hybrid social ventures, this study also contributes new, and perhaps surprising, empirical findings to emerging literatures on hybrid organizations and social enterprise. In examining the particular challenges faced by hybrid social ventures, it attempts to shed light on the unique conflicts and ambiguities associated with the combination of organizational forms.
Incorporating the business form and hybridity in social ventures
The past thirty years has seen social ventures pursuing social missions incorporating aspects of the business form to significantly greater degree, a trend that may be attributed to the confluence of multiple macroeconomic, regulatory, and cultural changes that have reshaped the founding environment. As reduced public funding for social services generated growing demand for private social programs that outpaced the availability of charitable funding, social ventures turned to commercial sources of revenue to fund their programs (Kerlin & Pollak, 2011; Young & Salamon, 2002) . Incorporation of aspects of business in social ventures was further encouraged by the ascendancy of a pro-business zeitgeist in society (Dees, 1998a) . Among individual entrepreneurs, increased management education (O'Neill & Fletcher, 1998 ) and cross-sector careers afforded social venture founders greater familiarity with and predisposition to the business form (Lee & Battilana, 2013; Suarez, 2010) .
Hybrid social ventures founded during this period include notable instances of organizational innovation (Dees, 1998b; Mort, Weerawardena, & Carnegie, 2003) . By selectively adopting resources and templates from the business and charitable forms, hybrid social ventures create novel combinations of activities that may be superior to existing forms (Porter, 1996) , through processes such as bricolage that combines the unique set of business and charitable resources at hand (Desa & Basu, 2013; Desa, 2012) . Microfinance organizations, for instance, a new class of financial service organization aimed at empowering the poor, combine a model for client engagement borrowed from social work with the business practice of lending (Battilana & Dorado, 2010) . Another example, the work integration social enterprise, produces well-known, labor-intensive products and services through the employment and training of unemployed individuals that face particular challenges on the mainstream labor market, thus helping them transition into stable, long-term employment (Garrow & Hasenfeld, 2012; Pache & Santos, 2012) . In developing countries, "bottom of the pyramid" ventures design and market products that explicitly address needs of impoverished customers whose needs have not been met by conventional business models (Prahalad, 2009) . Such hybrid ventures incorporate goals of both business and charity, and rely on actors from both sectors for key resources.
The increasing prominence of hybrid social ventures has led a considerable number of social venture entrepreneurs to attempt novel combinations of the business and charity forms. Prize competitions, university centers, and media coverage are elevating awareness among policy-makers and the public (Nicholls, 2010) . It is estimated that around two percent of adults in developing countries are actively involved in creating new hybrid social ventures (Lepoutre et al., 2013) . In the United Kingdom, which boasts the most developed accounting of social enterprise activity, a recent study suggests that social enterprises account for six percent of all small and medium enterprises (Cabinet Office of the United Kingdom, 2013).
But although the level of activity in social ventures appears to be booming, social enterprise lacks the coherence of mature organizational fields. It has yet to develop a consistent set of common features and resources that would comprise a stable form, and, by virtue of its novelty, is subject to unique institutional challenges and uncertainties that arise from a lack of legitimacy (Dart, 2004) and, more specifically, the presence of multiple existing fields that shape its prospects for survival (Borzaga & Solari, 2001 ). The provisional hybrid social venture is consequently suspended in a "tenuous equilibrium" in which it pertains simultaneously to business and charitable forms, but fully belongs to neither (Young, 2012) .
Liabilities of hybridity in social ventures
Organizations that combine aspects of multiple forms, by definition, violate the boundaries of their constituent forms. Form boundaries are central to the function of well-functioning organizational populations and fields, and are reinforced by field-level processes. (Hannan & Freeman, 1977) . Proven forms attract resource niches that support them, disseminate norms and values through the sharing of employees and common resources, and promote shared interests through collective behavior such as field-level industry associations and lobbying. Over time, institutionalized forms assume a normative, legitimate quality, and organizations that display the identifying aspects of these forms become arbitrarily favored relative to those that do not (Meyer & Scott, 1983) . Social ventures that attempt to adopt aspects of both the business and charitable forms, and thus enter between established forms, thus encounter an environment characterized by simultaneous pressures for conformity to both. In the following sections, I argue that particular liabilities of hybridity due to positioning between established forms will threaten the viability of such ventures.
Financial resource acquisition
Acquisition of external financial capital is essential to most entrepreneurship, and arguably the discrete milestone most associated with the viability of new organizations (Casson, 1982; Shane, 2003) . Businesses and charities turn to specific types of funders that emerge to serve their respective financing needs. For instance, among organizations that choose the non-profit form, gifts from individual philanthropists and foundations accounted for 87 percent of non-earned revenue in 2012 in the United States (Giving USA Foundation, 2013) . By contrast, it is nearly unthinkable to imagine that a business organization would receive a philanthropic grant; business organizations draw instead on an array of commercially oriented sources including venture capital, corporate investment, and other forms of equity financing. The business and traditional charity sectors thus each have a wellunderstood group of potential funders, each of which relies on membership in the appropriate form as a key criteria for awarding funding (Battilana, Lee, Walker, & Dorsey, 2012) . Relative to ventures that correspond to a well-established form, hybrid social ventures face three types of challenges in raising external capital, due to their position between established forms.
The first and most basic of these challenges is lack of cognitive legitimacy, often referred to as a general "liability of newness" (Stinchcombe, 1965) . New ventures struggling to gain recognition, if they closely imitate well-established forms, are granted an arbitrary "taken-for-grantedness" by external audiences (Meyer & Scott, 1983) . The struggle for legitimacy is thus most difficult for ventures that diverge from existing forms (Aldrich & Martinez, 2001; Carroll & Hannan, 1989) .
Recent advances in category theory have shown that a first step in evaluation is how evaluators allocate their limited attention, using categorical cues to certify subjects' membership in their social domain (Zuckerman, 1999) . Because they display only partially distinguishing features of the charity and business forms, while most of their institutional referents, including potential funders, remain embedded in one or the other of these domains, hybrids will tend to be neglected relative to organizations that correspond to a well-understood organizational form.
A second challenge faced by hybrid ventures relates to their certification within wellestablished forms, as simultaneous imitation of the business and charitable forms results in the violation of symbolic boundaries (Galaskiewicz & Barringer, 2012) . Cognitive legitimacy alone is insufficient to gain the approval of funders; rather, ventures must also show that they are highquality examples of a given form in order to earn positive evaluations. Evaluation schema vary significantly between forms, and non-conforming features are seen as undesirable (Negro, Koçak, & Hsu, 2010) . Hybrid social ventures must thus signal membership in one category without eschewing membership in another (Hsu, Hannan, & Koçak, 2009) . For example, an information services company in Southeast Asia that employs street children might have acquired financing from philanthropic foundations or conventional investors; however, foundations chafed at the enterprise's commercial success, while conventional investors were skeptical of its social mission (Chertok, Hamaoui, & Jamison, 2008; Smith, Leonard, & Epstein, 2007) . Hybrid ventures that meet the initial challenge of capturing evaluator attention thus face the secondary challenge of conforming to the expectations of one set of evaluators, without violating the boundaries of others on which they might also depend.
Countering the perception of instability and uncertainty generated among potential constituents by the presence of multiple forms is the third challenge faced by hybrid organizations (Kraatz & Block, 2008) . Potential funders, even if they view the present features of a hybrid social venture as legitimate, may perceive pressures that the venture faces to engage in less legitimate behaviors or prioritize different goals in the future. External evaluations of a hybrid organization are thus influenced not only by the effect of its positioning outside, or across, existing categories, but also by the greater perceived indeterminacy of the organization's future actions in the presence of multiple salient organizational forms to which it faces pressures to conform. Hybrid social ventures are consequently likely to be penalized for the possibility that, owing to competing pressures, they may, in the future, fail to meet a particular funder's evaluation criteria.
Potential external providers of financial capital, in the face of significant information asymmetries, tend to depend strongly on familiar patterns and categories to screen and evaluate new ventures (Zacharakis & Shepherd, 2001 ). In such categorization and evaluation processes, which favor organizations corresponding to well-understood, unified forms, hybrid social ventures are likely to face particular penalties, originating, as I have described, from three distinct mechanisms: a lack of cognitive legitimacy, boundary violation, and uncertainty of future action. Owing to these challenges, I predict that social ventures that adopt aspects of the business form, resulting in a hybrid social venture, will raise less external capital.
Hypothesis 1a: Social ventures that adopt the business form to a greater degree will raise less external capital than traditional charities.
Liabilities of hybridity in internal operations
Combining multiple forms in a single organization complicates not only the acquisition of external resources, but also the formulation of organizational strategies and criteria for success.
Managers make decisions on the basis of institutionalized conceptions of control, constructing strategies and structures from socially-derived logics that connect managerial action to organizational success (Fligstein, 1993) . In charities, these logics are premised largely on notions of community and voluntarism, reflected, in turn, in management practices (Smith & Lipsky, 2009 ). The elevation of financial capitalism in recent years has arguably carried the dominant logic for business management further than ever from such considerations (Davis, 2009 ). The presence of competing management logics forces hybrid social ventures into difficult trade-offs (Garrow & Hasenfeld, 2012) and confounds the creation of accounting systems for performance measurement and control (Ebrahim & Rangan, 2010; Kanter & Summers, 1994) . For example, microfinance organizations owned by profit-seeking investors impose strong formal structures designed to maximize returns on equity, but associated bureaucratic rules frequently conflict with the beliefs of individual managers that the organizations should attend to the unpredictable human needs of their impoverished clientele (Canales, 2013) .
In hybrid social ventures, the presence of multiple, incompatible logics may also lead to tensions between individual organization members, thus influencing organizational outcomes. Individuals recruited by a hybrid social venture are likely, whether through education or professional experience, to have been socialized in ways that do not reflect the hybrid's idiosyncratic and relatively uncommon combination of forms (Battilana & Dorado, 2010; Zilber, 2002) . Such compositional effects potentially result in organizational arrangements "wherein very different beliefs and values might be simultaneously taken for granted" (Kraatz and Block, 2008: 4) . Although peaceful co-existence of such institutional diversity among organization members is not inconceivable, conflicts are likely in situations in which the business and charitable forms would allocate resources differently. Glynn (2000) describes just such an intraorganizational dynamic in the case of the Atlanta Symphony Orchestra during re-negotiation of a labor contract between orchestra musicians and administrators. Tensions escalated as the respective parties emphasized their professional identities through strategies that highlighted their distinctiveness from each other, resulting in open conflicts including musician strikes and administrator-initiated lockouts that compromised both sides' goals. Where experiences and logics from multiple forms are present, there exists potential for minority actors to intervene in and complicate decision-making processes by asserting their preferred definition of organizational success (Heimer, 1999) .
Finally, the potential for conflict between multiple logics engenders uncertainty among organizational members as to an organization's future path. Allocating resources to services that provided for their employees' basic needs prevented Aspire, a hybrid social venture that employed the homeless in selling catalogue goods, from focusing on the operational investments needed for organizational growth and performance; as its strategy swung quickly from focusing on social impact to business concerns, "franchisees lost faith in the Aspire business model… financial problems led to an increasingly narrow focus on profitability and a perceived dilution of Aspire's social goals" (Tracey et al., 2011: 68, italics added) . At the nascent stage, confidence in the stilluncertain organizational model is critical to the viability of a provisional venture. The presence of competing forms augments this uncertainty, potentially eroding confidence in the organization.
Hybrid social ventures' positioning between forms exposes them to an array of internal challenges. Viability, for ventures that may or may not yet be fully operational, is manifested in the achievement of basic organizational outcomes that lay the foundation for a fully functioning organization (Reynolds & White, 1997; Ruef, 2005) . Prior research has identified a number of activities beyond acquiring external capital that are universally pertinent to the success of nascent entrepreneurship including legal establishment, operational startup, social organization, and initiation (Ruef, 2005) . That many entrepreneurial efforts stall at this stage suggests that these activities are an important antecedent to the creation of firms that are successful in the long run (Carter, Gartner, & Reynolds, 1996) . On the basis of the mechanisms described above, I
argue that, ceteris paribus, hybrid social ventures will be less successful than traditional charitable ventures in these activities.
Hypothesis 1b: Social ventures that adopt the business form to a greater degree will be less likely than traditional charities to achieve nascent entrepreneurial milestones.
Practice integration as a filter of organizational hybridity
Given these challenges of organizing between existing forms, under what conditions are hybrid social ventures likely to become viable organizations? Past research has theorized that how organizations experience competing institutional forces may be filtered by organization-level features (Greenwood et al., 2011) . Building on this idea, I propose that the configuration of specific organizational practices vis-à-vis the goals of the business and charitable forms, respectively, affects the previously-argued liabilities facing hybrid social ventures. Specifically, hybrid ventures that combine the business and charity forms may do so by engaging in separate, decoupled practices that advance these forms' respective goals. Alternatively, hybrid social ventures may engage in integrated practices that simultaneously advance the goals of both forms.
Organizational practices arise from, and contribute to, the shared understandings that help to maintain order within and across organizations (Schatzki et al., 2001) . Their importance lies in that, beyond abstracted values, institutions are constituted and maintained through specific behaviors that signify correspondence with an existing order (Swidler, 2001) , such as an organizational form.
Organizational practices thus mediate processes by which organizational forms are performed by organizational members and evaluated by external audiences. Internally, they are a principal means by which members enact the organizational forms into which they have been socialized, and coordinate with other organization members. For external audiences, such as funders, practices provide, as a visible signal of an organization's underlying qualities, a means to evaluate correspondence with an established, legitimate form.
Integrated practices are important in the context of hybrid social ventures because they permit multiple, simultaneous formulations of the rule-based logic by which a given practice adheres to a particular form. The integrity of organizational forms is maintained through a set of social rules that, through repetition and structuration, become linked to a typical set of practices (Giddens, 1984) .
In the context of hybrid social enterprises, in which the dominant rules are the central goals of each form (for charity, the fulfillment of social mission, for business, economic profit), a practice that fulfills both has the potential to circumvent conflicts between the respective pressures they generate.
Practices that advance both an organization's charitable mission and its commercial imperatives can be seen as belonging to both forms simultaneously. Integrated practices thus offer an avenue by which new, hybrid ventures may conform to one form without sacrificing conformity to another.
The importance of practice integration is embedded in competing views of the merits of hybrid social ventures. Toepler (2006) describes this debate as following two dominant strands that make differing assumptions about the relation between business and social activities. In the first, incorporation of aspects of the business form, being separate from activities pursued in fulfillment of an organization's social mission, "only takes place to subsidize the collective good provision" (Foster &Bradach, 2005; Toepler, 2006: 100; Weisbrod, 2004) . Viewed so, and whether structurally or legally decoupled, commercially oriented activities constitute independent commercial "arms" of an organization (Dees, 1998a) . In the second strand, of which microfinance and fair trade businesses are often advanced as examples, organizations engage in business practices that directly advance their social mission (Phills, Deiglmeier, & Miller, 2008) Past research on hybrid organizations offers evidence that the conflict experienced between multiple forms may indeed be shaped by the specific sets of practices organizations adopt. Jay's (2013) analysis of the Cambridge Energy Alliance's change process revealed the incorporation of new, non-integrated practices to trigger organizational paradox and instability. CEA's introduction of energy audits into its portfolio of services, for example, contributed to its social mission, but did not correspond to its business activities. The resulting conflicts culminated in a crisis of organizational identity and, ultimately, in organizational change. The process leading to organizational tension was contingent on the presence mutually exclusive organizational practices that advanced the goals of one form, but not the other.
By contrast, evidence exists that some activities in which hybrid social ventures engage may address simultaneously goals of both the business and charitable forms (Alter, 2004) . For instance, loans granted by microcredit institutions often possess this quality. Such loans empower poor recipients to escape poverty cycles and engage in more productive economic activities, in accordance with the goals of the charitable form (Canales, 2013) . They simultaneously enable the microcredit institution to function as a business, as well-executed loans at appropriate interest rates satisfy the commercial goals of value capture and market efficiency. In the workforce integration social enterprises studied by Pache and Santos (2012) , training the unemployed both served the organization's social mission and generated revenues from the clients who hired them. An analogous argument could be made for orchestra performances that are simultaneously avenues for artistic expression and revenue production (Glynn, 2000) .
Practice integration and financial resource acquisition
We now turn to the prediction of how integrated practices might affect the penalties to hybrid social ventures theorized to variously arise from failure to gain funders' attention, violation of categorical boundaries, and perceived uncertainty of future action. Central to this argument is the idea that integrated practices might have a "holographic" quality whereby they may be perceived to belong to both the business and charity categories. As previously noted, the mechanics by which categories operate depend on an audience's perceptions of a limited set of visible traits (Zuckerman, 1999) by which underlying qualities of a subject are inferred from the permutation of limited information. Integrated practices certify to business and charity audiences that they are legitimate members without violating the boundaries of either category, the latter feature perhaps even more important than category-affirming features in terms of garnering audience attention and avoiding exclusion and penalization (Hsu et al., 2009 ). In the process of evaluation, integrated practices that a prospective business funder might perceive as unfamiliar because they explicitly address an extraneous social mission are not contradictory to the business form because they also produce revenue, and might consequently be viewed, at worst, as neutral signals of the general business quality of a social venture.
With respect to perceptions of uncertainty, integrated practices demonstrate to external audiences a capacity to respond to multiple pressures without engaging in trade-offs. The perception by a charitable funder that commercial pressures might pose a threat to the fidelity of a hybrid social venture's future behavior might, for instance, be attenuated by practices that enable the venture to accommodate these pressures without violating its social mission. In these ways, practice integration might be expected to significantly mitigate the effects of the three mechanisms that impinge on hybrid ventures' resource acquisition.
Hypothesis 2a: Social ventures with a greater proportion of commercial practices that also directly advance their social mission will experience lesser penalties to external fundraising than would otherwise accrue to incorporation of aspects of the business form.
Practice integration and internal operations
Integrated practices might also be expected to attenuate the intra-organizational challenges that arise from the demands of multiple forms. Whereas hybrid social ventures suffer ambivalence between the multiple imperatives of business and charity, practices that allow for the fulfillment of both goals at once facilitate the allocation of resources by circumventing tradeoffs between the expectations of the respective forms. The second challenge, which arises from interpersonal conflict due to compositional diversity, may be similarly accommodated without conflict to the extent to which organization members view integrated practices as consistent with their preferred form.
Notably, organization members may reach consensus on organizational practices without consensus on organizational goals. It is sufficient that they mutually recognize a single set of practices as amenable to their own conceptions of legitimate behavior.
Third, and finally, concerns regarding uncertainty also may be avoided, integrated practices providing a clear and stable means by which organizations can comply with disparate logics held by members. In these ways, practice integration might be expected to ameliorate internal challenges associated with the competing pressures faced by hybrids.
Hypothesis 2b: Social ventures with a greater proportion of commercial practices that also directly advance their social mission will experience lower barriers to meeting nascent entrepreneurial milestones consequent to incorporating aspects of the business form.
Methods
Sample. I tested these hypotheses on a sample of several hundred nascent social ventures over a one-year period, using data collected from multiple sources. To identify a sample of nascent social ventures, I began by contacting a major social entrepreneurship fellowship-granting organization that conducts an annual selection process. The fellowship solicits applications from entrepreneurs creating social ventures intended to pursue "positive social change," which must be in the idea phase or early-stage, not to exceed two years of operation, and imposes no constraints on the strategies or legal status of the ventures. All of the entrepreneurs in our sample confirmed that their respective ventures were their own "original idea." To avoid the selection bias of the fellowship-granting organization, I investigated the sample of all entrepreneurs who applied for the fellowship irrespective of their success in the fellowship competition.
Longitudinal studies are required for examining mechanisms related to success and other outcomes of nascent ventures, but have historically been absent from entrepreneurship research due to myriad challenges related to the significant costs of monitoring and data collection (Chandler & Lyon, 2001; Davidsson, 2005) . I am unaware of any studies to date that construct a longitudinal sample of nascent hybrid ventures, previously-published studies studying either one organization (Besharov, 2012; Glynn, 2000; Jay, 2012; Zilber, 2002) , or a small number of comparative case studies within the same field of activity, defined ex ante as hybrid (Battilana & Dorado, 2010; Haveman & Rao, 2006; Pache & Santos, 2012; Zilber, 2011) . The present paper assembles a large sample of nascent social ventures that includes some that incorporate the business form to varying degrees, thus enabling analysis of the relationship between this variation and organizational outcomes.
Longitudinal variables were collected primarily through two surveys, conducted one year apart, of a sample of several hundred social ventures. With the cooperation of the fellowshipgranting organization, the opportunity to participate in the study was offered via email to every applicant to the competition offered in February 2012, a total of 3,500 applicants. The 846 applicants who opted into the study were asked to complete a web-based survey instrument (hereafter referred to as Survey t 0 ). One year later, in February 2013, the same applicants were asked to complete a follow-up survey (hereafter referred to as Survey t 1 ). Of the 846 who completed the initial survey, 471 completed the follow-up survey, a response rate of 56%.
Discarding responses with missing or corrupted values left 457, which constituted a response rate of 54%. Basic demographic characteristics were similar across respondents (mean age = 36.9 years; % male = 59%; % U.S.-based = 55.0%) and non-respondents (mean age = 37.1 years; % male = 63%; % U.S.-based = 59.4%).
Following the administration of survey t 0 , I constructed from the original application materials, and matched to the survey responses, archival data on respondents' gender, age, and geographic location. To test for comprehension and correspondence to the underlying constructs, questions were pre-tested prior to each survey on entrepreneurs who had applied to the same competition in an earlier year.
Dependent variables
Financial resource mobilization. Acquisition of external capital, being among the most critical needs of early-stage organizations, has been widely studied as a proxy for entrepreneurial performance (Hsu, 2007; Shane & Stuart, 2002) . To gauge the financial resources mobilized by entrepreneurs over the past year, I included on Survey t 1 several questions designed to measure, in U.S. dollars, the amounts acquired from each of the following sources: for-profit investment; charitable funding; government grants; and impact investment that seeks both financial and social returns. More than 90% of respondents provided this information, those who declined mostly citing confidentiality concerns. Amounts raised from different sources were added together, and logged to account for outliers, to produce the variable log of capital raised (t1).
Other milestones achieved. Entrepreneurs' progress on other milestones that depended on intraorganizational processes was measured on a set of four additional milestones identified by Ruef (2005) as essential to the emergence of nascent organizations. For each milestone, I followed his operationalization of these as binary variables measuring achievement of the milestone. Legal establishment is measured as having occurred if an organization was granted legal status, operational startup as having occurred if the organization successfully delivered a product or service, social organization as having occurred if the organization hired its first non-founder employee, and initiation as having occurred if the venture constituted the entrepreneur's primary work. The latter measure, although it varies slightly from Ruef's (2005) , which measures initiation as the creation of a founding team due to a sampling frame that favors later-stage organizations, is nevertheless consistent with the concept of initiation as referring to "a declared intention on the part of one or more nascent entrepreneurs to found an organization."
The progress of individual ventures was measured by asking in Survey t 1 , following the protocol established by previous studies of nascent entrepreneurs, if each of the foregoing milestones had been achieved (Reynolds & White, 1997) . For each that had, the survey asked if it had been reached for the first time in the past year. For each milestone not yet reached (and therefore "at risk" of the venture achieving it), a binary indicator variable was generated to measure whether it had been achieved in the past year. Summary statistics on the achievement of the milestones represented by the variables delivered products or services (t1), received legal status (t1), entrepreneur's primary work (t1), and hired employee (t1) are presented in Table 1 .
Independent variables
Incorporation of business form. The measure of the extent to which sample ventures incorporated aspects of the business form was based on a composite of factors associated with that form. Building on past research that measures the extent to which new ventures adopt an organizational form (Cliff, Jennings, & Greenwood, 2006) , I constructed as a measure of the extent to which the business form was adopted a series of six 5-point, Likert-style items that captured the scholarly view of the business form.
My approach to scoring ventures in terms of their incorporation of the business form follows the well-established idea that organizational forms are characterized by two elements: shared traits, and a shared tendency to draw upon a common niche of resource providers (Hannan & Freeman, 1986) . The distinctive trait of the business form is the capture of financial value. The degree to which each venture expressed this trait was captured by asking respondents to what extent "my venture addresses an opportunity to make money." Structural equivalence within a common resource niche was tested by formulating items that described five categories of resource providers with which nascent ventures engage and that pilot tests had indicated were meaningful to the entrepreneurs, namely, funders, employees, partners, customers, and the entrepreneur (see Appendix A). A five-point, Likert-style item corresponding to each of the two forms for each resource provider was then developed. The extent to which social entrepreneurs in the sample adopted the business form was thus calculated as the unweighted sum of six items (A list of these items is provided in Appendix B).
To verify that these items captured the underlying concept, additional checks were conducted at multiple stages of the research process. Discussions with social entrepreneurs and other experts prior to distributing the survey verified the alignment of these items with the underlying forms present in the environment. To ensure that the items were clear, corresponded to their underlying theoretical constructs, and would be meaningful to respondents, they were piloted in a separate survey administered to several hundred entrepreneurs whose ventures were more mature.
Factor analyses were conducted to test whether the items captured the underlying forms. † An exploratory factor analysis that followed implementation of the survey estimated the loadings of each of the six items on the business form. This produced, as expected, a factor with † I developed for the factor analyses a matching set of items that corresponded to the charitable form. On the survey instrument, respondents thus responded to twelve items that corresponded to organizational form, six associated with the business, and six with the charitable, form. For the charitable form, α = .74. This relatively low alpha is due to low variance in measures of the charitable form, as was expected for a sample of social ventures.
eigenvalues that exceeded one, the typical cutoff criterion (Gorsuch, 1997) , and a high alpha (α = .88) that indicated an acceptable level of inter-item correlation (Nunnally, 1978) . Exploratory factor analysis is a generally accepted method for inductively establishing the underlying qualities of factors and their relationship to multiple indicators. But because the survey items were developed ex ante through the process previously described, an additional confirmatory factor analysis was performed to deductively test the correspondence of the survey items to the business form. Structural equation modeling (SEM) using the sem program in STATA was employed for this analysis. Leaving the loadings on each indicator unconstrained resulted in an identical assignment of items to the two latent variables corresponding to the business and charity forms. The comparative fit index (Bentler & Bonett, 1980 ) and Tucker-Lewis index (Tucker & Lewis, 1973) were 0.918 and 0.898, respectively. Studies that employ SEM conventionally assess these two statistics using a cutoff of .90; although the TLI was slightly below that value, these statistics were interpreted jointly as sufficient for the model to be considered a good fit.
Practice integration. Measures of practice integration were generated for each project through expert coding of the original project descriptions obtained from the fellowship-granting organization.
Each survey response was matched to these text data, typically 1,000-1,500 words in length, all of which were structured as responses to specific questions about topics that included the venture's main activities, most innovative characteristics, and intended sources of financial and other resources. Each venture's level of integrated practices was coded by the author and a second expert coder with significant experience in social enterprise. Of particular interest were responses to the following survey items. (1) Describe the specific programs or products of your organization. (2) Describe the specific social problem your organization is trying to solve. (3) How will you raise the rest of the money you need in the future and who or what might be the sources? The coders, considering the commercial activities identified in the response to the first item, used a Likert-type 5-point scale to judge the proportion of these activities that also directly addressed the organization's social mission, a "1" representing no integration, a "5" full integration (examples of coded material that corresponds to different levels of practice integration are provided in Appendix C). All projects were independently evaluated by the two coders (Pearson correlation score ρ = 0.75), and disagreements resolved through comparison and discussion. The resulting variable was called integration.
Venture-level control variables.
Performance during the 1-year observation window was assessed using, for each of the two measures of performance, control variables that accounted for prior performance. The total capital raised prior to the last year was collected from the original applications and logged to account for outliers, resulting in the variable logged capital raised prior to last year. Models controlled for all other milestones. All models also controlled for the country in which a venture was located, measured as a series of binary indicator variables, and for the number of co-founders, being the human capital resources available to the venture at the time of founding.
Individual-level control variables. Because ventures at a nascent stage rely heavily on the resources of their founders, I added controls for the primary founder's age and gender and level of educational attainment, specifically whether the founder had earned a college degree. Finally, because entrepreneurial skills are acquired through direct, personal experience with entrepreneurship (Plehn-Dujowich, 2010), I controlled for whether the primary founder reported having previously founded a venture and was therefore a previous founder.
Analyses
Descriptive statistics and correlations are given in Tables 1 and 2 . To test the preceding hypotheses, I considered a number of statistical models. For Hypotheses 1a and 2a concerning external capital raised, I used Tobit models to account for the substantial number of observations for which the magnitude of external capital raised was zero. These results, which I generated using the tobit command in Stata, are provided in Table 3 . For Hypotheses 1b and 2b concerning the achievement of entrepreneurial milestones, I modeled the achievement of each milestone separately, using heckman bivariate probit models. These models combine a probit model predicting the achievement of the milestone with a sample selection equation. Sample selection is important to account for unobserved heterogeneity that may have led organizations to fail to previously achieve the milestone prior to the observation period, and thus to be selected into the population "at risk" of achieving the milestone. For these analyses I used the heckprob command in Stata. These results are provided in Table 4 . Table 3 , Model (1) reports a specification that predicts total external fundraising using only control variables. Model (2) finds a strongly significant and negative coefficient of incorporation of the business form on total fundraising, which supports Hypothesis 1a. That the model also finds the interaction of integrated practices with incorporation of the business form to have a positive and significant coefficient suggests that, of those that incorporate the business form, social ventures with a greater proportion of integrated commercial practices encounter fewer challenges to external fundraising as a result of their hybridity. This supports Hypothesis 2a. As expected with regard to the control variables, past success raising funds is also positively associated with external fundraising during the observation period.
Findings
The models in Table 4 predict the achievement of key entrepreneurial milestones.
Hypothesis 1b predicts that adoption of the business form reduces the rate at which social ventures achieve key entrepreneurial milestones. Model (1) finds incorporation of the business form to have a negative effect on the likelihood that social ventures that had not yet delivered products or services at t 0 , would achieve this milestone by t 1 . Model (3) finds a similar negative effect of incorporation of the business form on whether social ventures achieve legal status.
Model (5) suggests that incorporation of the business form also decreases the likelihood that a venture will be made an entrepreneur's primary work. Model (7) finds no significant effect of incorporation of the business form on the likelihood that a social venture will hire its first employee. In summary, hybrid social ventures experience penalties relative to their traditional charity counterparts in raising external capital, and in three of four milestones used to measure viability in internal operations. Table 4 also shows analyses testing Hypothesis 2b, which predicts that integration of a greater proportion of commercial practices will reduce the liabilities of hybridity that would otherwise impede achievement of the aforementioned milestones. The models find mixed support for this hypothesis. Model (4) suggests that integration mitigates the liabilities of hybridity for attaining legal status. In Model (2), Model (6) and Model (8), the effects of integrated practices with respect to delivery of products or services, ventures becoming entrepreneurs' primary work, and hiring of the first non-founder employee are in the same direction, but not significant. One interpretation of these findings, taken together with the findings in Table 1 regarding the effects of adoption of aspects of the business form on external funding, is that having a greater proportion of integrated practices mitigates the costs of adoption of the business form to a greater degree, but that this benefit is limited to entrepreneurial goals that depend more on processes of external evaluation (i.e., fundraising and attaining legal status).
Goals that seem generally to be less dependent on the external legitimating environment (i.e., delivering an initial product or service, a venture becoming an entrepreneur's primary work and the hiring of a non-founder employee) are somewhat less affected.
Discussion
This paper addresses two central questions related to hybrid entrepreneurship. First, I
develop and test a theory explaining the mechanisms by which the combination of forms might threaten a hybrid venture's viability. Using a longitudinal, quantitative database of social ventures, I show that indeed, hybrid social ventures that attempt to incorporate aspects of the business form experience, on average, greater constraints on their achievement of key entrepreneurial milestones. Second, I develop the idea that the very same mechanisms that underlie these constraints may be mitigated by integrated practices that simultaneously advance business and charitable goals, a proposition for which I also find support. Hybridity between existing forms stimulates reflexive, generative processes (Seo & Creed, 2002) , and may underlie the emergence of competence-destroying practices and organizational forms (Haveman & Rao, 2006; Powell & Sandholtz, 2012) . My findings thus help to explain how new organizations that invite hybrid tensions might, through integrated practices, partially evade the constraints that threaten their survival.
The present study highlights the still-evolving perspective of entrepreneurship and innovation research on how institutional forces shape the occurrence of new combinations and the entrepreneurial processes responsible for them. I have argued that the survival of hybrid ventures depends on their ability to comply simultaneously with multiple institutional pressures, which is enabled by the "holographic" quality of integrated practices that advance the goals of multiple audiences. This provides one explanation for how organizations might manage institutional complexity, that is, the tension that exists between multiple institutional logics that provide incompatible prescriptions for behavior (Greenwood et al., 2011) . Taking this question to the level of internal practices illustrates how organizational features may filter institutional complexity, thus making it more or less disruptive to organizational functioning.
Looking forward, future research should explore what additional organizational features might serve to mitigate the penalties associated with organizational hybridity. Such "hybrid organizing" features offer a potentially diverse class of solutions to the quandary facing hybrid social ventures (Battilana & Lee, forthcoming) . As well as by practice integration, tensions borne of hybridity might be resolved by managerial choices related to hiring (Battilana & Dorado, 2010; Besharov & Smith, 2012) , structure and resolving trade-offs between multiple demands (Smith & Tushman, 2005) , and cultural entrepreneurship that enables organization members and audiences to understand the hybrid social venture as a coherent organizational entity (Glynn & Lounsbury, 2005; Lounsbury & Glynn, 2001) . Such behaviors and factors are likely to play a critical role in managerial efforts to not only develop, but also maintain the tenuous balance between business and charitable goals inherent in, hybrid social ventures (Minkoff & Powell, 2006; Young, 2012) . They may also be germane to similar conditions in other fields, such as biotechnology, in which entrepreneurs combine forms in pursuit of innovation (Powell & Sandholtz, 2012) .
Another important opportunity for future research lies in the long-term and extraorganizational impacts of commercialization and hybridity in social ventures. A key limitation of the empirical analysis presented in this study is that it considers a single year of outcomes. It is possible, even likely, that given their innovative nature, success for many of these hybrid organizations may be gauged only through longer-term observations of their outcomes. Similarly, whereas this study considered only organizational outcomes, future research might consider how hybrid organizations influence their constituent forms, and how the founding of hybrids, whether successful or unsuccessful, influences the founding of other hybrids (Tracey et al., 2011) or contributes innovative practices to more established fields. Future research might also examine the role of hybrids in long-term institutional and technological change. The role of integrated practices in broader change processes raises additional questions, as their capacity to be interpreted in multiple ways potentially bypasses reflexive processes typically required for change. Future research might also broaden focus from the hybrid object being studied to the institutionalized schema used in evaluation, and inquire as to whether certain forms are more amenable to hybridization, or how alternative, hybrid schema might co-evolve with the emergence of hybrid practices and organizations. Approaching such questions empirically might benefit from investigation of the emergence and simultaneous enactment of multiple orders of worth, a framework particularly suited to the analysis of specific evaluation decisions (Boltanski, Thévenot, & Porter, 1991; Lamont, 2012 ).
An additional contribution of this study is methodological. Although social ventures have been heavily studied in recent years, the present study is the first of which I am aware to systematically follow a large cohort of social ventures over time. Most previous studies of how the combination of business and charity forms influences key organizational outcomes have taken the form of in-depth analyses of specific cases that highlight highly particular narratives or mechanisms.
While acknowledging that such rich qualitative data cannot typically be collected on large samples of ventures, the approach employed in the present study attempts to avoids some of the potential shortcomings of reductionism, that is, viewing performance in terms of a single performance metric.
The present approach advances instead the notion that intermediate outcomes, or "milestones,"
because they are interdependent and jointly contribute to an organization's likelihood of survival, constitute a meaningful proxy for organizational success. The richness of research in this field will continue to require multiple methodologies, but will benefit from work that compares large numbers of organizations and recognizes multiple organizational outcomes.
A number of limitations of the study are acknowledged. First, there exists the possibility that incorporation of the business form, and not hybridity per se, is the sole determinant of the extent to which a nascent social venture is likely to, for example, deliver its first product or service during a one-year window. Given the data available for this study, these effects are inseparable. However, this concern may be partially alleviated by considering the main effects of hybridity and moderating effects of practice integration -a feature particular to the hybrid context -as joint evidence of the institutional explanations offered here. A related question is to what extent do business and charity represent distinct organizational forms? Answers to this question would bear on the theoretical mechanisms discussed herein, research having suggested, for example, that penalties for category-crossing are lessened when category definitions are in flux (Ruef & Patterson, 2009 ). Recent developments have led some to question the integrity of both businesses and charity, but such turbulence is small relative to the overall scope of these sectors, and so its significance should be viewed as a matter of degree. Monitoring continuing field-level changes in these two sectors will nevertheless be important to ongoing research on hybrid social ventures.
An additional, critical caveat to the interpretation of these findings is that the measures of organizational viability presented here should be viewed at face value as an organizational outcome, and not as having any bearing on organizational success as viewed through a normative lens. It is reasonable to assume that social ventures that achieve the referenced milestones will be the most viable in subsequent work, which, in the case of organizations with a social mission, is likely to entail some associated accomplishments. However, the reductionist temptation to view the viability of a given social venture as associated with high "social performance" would fail to do justice to the moral and practical complexities of evaluating organizations at the nexus of business and charity (Ebrahim & Rangan, 2010; Kanter & Summers, 1994) .
Conclusion
Hybrid social ventures that directly combine business and charitable forms are, at their core, profoundly shaped by the pressures of their disparate, constituent forms. Consequently, they are an ideal type for understanding the implications of complexity and hybridity in organizations (Greenwood et al., 2011; Pache & Santos, 2010) . Continued study of these unique organizational objects will introduce much needed connections and contributions between mainstream organization theory and the study of social entrepreneurship. In the meantime, it is hoped that this study, by examining the performance consequences of hybridity and integration, might set a course in unraveling the consequences of these organizational objects' most important and distinctive features. NOSIN aims to help alleviate the hardship faced by these orphanages by soliciting for help in cash, kind and service from individuals, organizations and corporate bodies, forwarding these donations to the orphanages and children's homes on our database while at the same time organizing seminars and training to help orphanage workers better serve their wards in their respective orphanages.
* CHARITY DRIVES:During festive seasons and public holidays, NOSIN takes up a "collection" and when this drive is satisfactory, sets aside a special day to make deliveries to the orphanages we partner with and support. * YARD SALES: NOSIN also takes up a "collection" from the general public in order to re-sell what is donated in a special Yard sale. This funds are used for the day to day running of the organization. * ADOPT-AN-ORPHANAGE PROJECT: NOSIN encourages the general public to "adopt an orphanage" by setting aside a monthly stipend for any orphanage of their choice on our database. * NOSIN BENEFIT STORE:This is a discounted shop and the initiative is geared towards ensuring that money comes into the organization's coffers on a fairly consistent basis. * PUBLIC AWARENESS AND STAFF TRAINING SEMINARS AND WORKSHOPS: It is our belief that there is not enough "noise" being made on the need to support orphans thus we organize seminars that sensitize the public.
According to UNICEF, there are 8.5million orphans in Nigeria. Lagos, with the nation's highest population of 17 million (out of a national estimate of 150 million), is home to a large percentage of these children. Of the 80 orphanages located in Nigeria, only 12 mostly overcrowded, under-staffed and illprovided for homes are situated in Lagos. The challenge however is not to build more homes but to provide adequate infrastructure and sustenance for the existing ones.
Apart from organizing yard sales and periodic fundraiser events, we plan to get corporate organizations to commit to NOSIN's vision and become regular donors. Nosin also plans to invest in agricultural (allied) products thus empowering ourselves further in order to empower the homes we support. 
